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Foreword

Throughout my years in education as a student, a teacher; a counseior, and an ad-
ministrator, I have seen how personal problems and situations can interfere with the
work of all members of the school staff. Family crises; alcoholism, financial wor-
ries, and other problems can make it difficult for employees to coricentriic on their
work, thus lowering their level of performarnce.

Schools have recognized that students need help with their academic chioices; per-
sonal problems, and decisions; therefore, counselors, psychologists, social workers,
as well as special training for teachers; have been made available for this purpose.
Helping students become productive citizens and reach their potential is an educa-
tional goal. Only in recent years, however, have school districts recognized that

their employees might need help in resolving personal problems in order to reach
their potential and become more productive employees and citize:is. o
This monograph takes a viable concept from the private industry Employee Assis-

tance Program and shows how it can be implemiented in the public schools. Although
one monograph cannot answer all the questions or provide ail the details about such
programs for school district employees, the author gives a thorough overview, ‘n-
cluding workable models, in a very readable style. It should be very helpful to read-
ers who know nothing about EAPs, as well as to those who understand EAPs in pri-
vate business and are interested in implementing one in a school district. The
monograph provides practical tips on how to establisk a program, what to avoid,
potential problems, and controversial and legal issues.

All school employees, union or association staff, school toard members, and

community members will find the monograph informative and enlightening. It will
help them focus on the reasons why EAPs ae needed in education and then help
them decide how best to implement such a program in their own district.

Since very few school districts have EAPs, there is no definitive document on
why or how to set one up. This monograph fills this need. The practical experience
and enthusiam of the author help to validate the practicality of school district EAPs.
The obvious savings of human resources and improved staff morale should encour-
age more districts to establish these programs. Futur: financiil savings should he an
additional incentive. o ,
~ The time has come to provide EAPs for school employees. This monograph will
help this idea become a reality.

Naricy A. Scott
1986-87 President
Association for Counselor Education and Supervis:on
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- The NEA Policy
on Stress and School Personnel

NEA Resolution
E-41. Stress on School Personiiel
The National Education Assocranon believes that the dynam;cs of f our soci-

ety and u.crc.,ased publlc demands on. educanon have produccd adyersc and

creased emotional and physical drsabllmes among school employees. =

The Association urges its local affiliates, in cooperation with local school
authorities, to develop stress management programs_that will facilitate the
recognition, prevention; and treatment of stress-related probleirs.

- The Association further urges that the harmful effects of stress on school
personnel be recognized, and it demands procediires that will ensiire coiifi-
dentiality and treatment without personal jeopardy.

The Assocrauon supports Employee Assistance Programs asa voluntary Te-

counseling leading to improved héalth and job effectiveness. (79, 84)




Chapter 1

Introduction and Overview

THREE EDUCATION EMPLOYEES:
SUZANNE, BERNARDO, JACKIE

Suzanne, a 26-year-old smgle mother of two preschool children, is an elementary

school teaclier. She was divorced afier her rsecond child was born: Her ex-iusband
does not pay child support regularly, and she is strugglmg to pay off debts incurred

during her marriage. Suzanne has been a teacher in the district for eight years with
two maternity leaves of six months each. She received excellent evaluations unth
two years ago.

Suzanne tries to be a good mother and teacher but she has had trouble ﬁndmg day
care for her children: Recently she found another single mother who will Keep the
children during the day. It takes Suzanne 50 minites to drive her children from
home to the sitter and thefi to her school. For the last two months she has been arriv-

ing late on a regular basis. Since one of her children has chronic allergies and asth-
ma, she often must ask her principal for permission to leave school as soon as her
classes are finished to take her child to the doctor, thereby missing after-school
meetings and workshops.

The demands of her cluldren her job, and her financial responsibilities are a con-
stant source of anxiety for her. Last week she was late to school, _arriving after her
class shculd have started. The principal sent a note asking to see her at lunch time.
Her anxiety mounted through the morning and once she was in the principal’s office,
she felt herself losing control. Her tears turned into sobs as the principal confronted
her on her latenzss and declining job performance. She started to explain all her

prohlems but hysteria took over.

Bernardo was chosen to be a junior high schiool prificipal after 10 years as a social

studies teacher. He had just completed the necessary classes for administrative certi-

fication and was excited to be given this opportunity. His first few months went

well. He had been a highly regarded teacher and everyone seemed pleased about his
being the principal. However, he found himself having to siay at school later and lat-
er each day and then come back for meetings or activities, three to four nights a
week. His famiily started to cot. 1plain about never seeing him:

. As the year went on, Bemardo found himself more and rnore uncomfortable w1th
being the final decision maker, main disciplinarian, verv often ‘‘the bad guy’’ for
the whole school. He found himself shutting his office Jdoor and staring at the walls
or leaving for mieetings early just to be out of the building longer. He knew the fac-
ulty was questioning his ability to be a leader: When his wife threatened to leave him

unless he got himself and his life under control, he knew he needed help.




Jackie has beer a night custodian in the schools for thiree years. Her hiisbaid
works days on a construction crew. She was sixteen when they were married and

had their first child, consequently she finished only half of the tenth grade. One of
her dreais is to get a high school diploma and become a secretary. o
Three years ago when she got the job as a school custodian she was excited be-
cause it meant a steady income with good inedical benefits. As a construction work-
er, her husband had neitlier. However; it mé: it being very organized since her hus-
band worked days and often wasn’\ home when the children were out of school. Her

sister agreed to watch them until he got home. The family was together only on
weekends (and fer husband liked to spend Saturdays with his {riends), but Jackie
was hopeful they would eventually make things work out well:

_ With Jackie gone nights; however, her husband started drinking mors. Some
nights he did not pick up the children from her sister’s until 8:C0 or 9:00 P.M.

Things came to a crisis when she canie home to an empty house one night and the
phone wns ringing. Her husband had been picked up for drunk driving and had been
taken to a detox ceriter. B B B

She was not sure whether to give up hes job and stay home and hope they could
make it on her husband’s salary, or tell him to leave and she would try to get along
or. her own, or just keep on trying to work ard hold her marriage together.

Each of these school district employees has personal problems that are affecting
their job petforniiance. Problenis on the job can also affect their personal lives,
which in turn can lower their work performance. If they could get help with their
problems, both their job performance and personal lives should becomie miore satis-
factory. Although a school district has no right to interfere or influence the personal
lives of its employzes, it does have a right to expect its employees to do their best to
be prodiictive and effective workers. , o )

Employee Assistance Programs (EAPs) have been set up by some businesses and
organizations to help their employees resolve their personal problemis so they can
maintain or return to a good level of job performarce. Both the organization and in-
dividual employee beriefit from this service. , ,

Private business has had EAPs since the 1940s; the federal gcvernment started to
require most of its depaitments to have an EAP in the 1970s. Some univcrsities;
city, county, and state governments, police departimients, and professional groups
such as coctors, nurses, and lawyers, now liave EAPs. However, only a few public
school districts have considered the idea, much iess actually implemented such pro-
grams. Why not? Are EAPs feasible or even helpful for public school districts?

This monograph exarines EAPs in general and focuses on the feasibility of such

programs for school districts. It discusses the history, purpose, various program
models, steps for setting up and implementing a program, and issues ‘0 consider for
implementation by school districts: These different aspects are all intertwined; sepa-

rating them into discrete catagories is impossible. All areas miust be considered be-
fore decisions are made on implementinig an EAP. An EAP must fit the organization
it serves; this is especially true of school district EAPs. Therefore, only gmidsiines

and suggesticus, rather th-n absolute rules; are presented: -
_ Throughout this monog:aph the acronym EAP can refer to the program itself or to

the person or persons who run the program. This usage is common throughout the
EAP literature. The term supervisor is used to mean any school district employee
who has supervisorv, administrative, or managerial responsibilitics.

10



HISTORY OF EAPs

__As with any dynamic program that meets current needs; EAPs have evolved and

changed over the years. The first programs were started to help employees with al-
cohol problems that were affecting their job performance. Some programs were
started by company physicians; other programs were started by recovering alcoholic
employees who wanted to help their fellow workers with drinking problems. Alco-

holics Anonymous (AA) was the main source of help. Eventually supervisors were
trained to recognize the symptoms of alcoholism; to confront the workers showing
these signs and to refer them directly to AA; to employees who were AA members;

or to the company physician: ]

The keys to the success of the programs were the supervisor and AA: However,
supervisors found that not all workers with problems had problems with alcohol ard
they begaii to ask for help with other types of problems. A few organizations had es-
tablished in-house psychological services for their employees. Others, such as Gen-

eral Electric who described the weli-known ‘‘Halo Effect;”’ were doing research on
how to make employees miore productive. Some organizations with a humanistic
aproach to management felt that conserving human resources was as important as
productivity and cost effectiveness: N ) S

From all of these ideas, needs; and philosophies the idea developed to extend help

for many types of problems through the EAP. While early programs were often
called the Employee Alcoholism Program, many changed their name to the current
Employee Assistance Program. The term Broad Brush EAP was coined to einphasize
that the programs work with all types of problems and needs.
DEFINITION GF EAPs

The current definitions reflect this Broad Brush approach. The formal organiza-
tional description may be simple. ‘‘An EAP is a structural approach for problem
solving to help employees return to productive and efficient levels of job perfor-

mance,”’ (7, p: 1).* It can also be detailed and comprehensive:
An EAP is a set : : . of company policies and procediires for identifying or responding
to, personal or emotional problems of employees which interfere, directly or indirectly,
with job performance. The program provides information and/or referrals to appropri-

ate counseling treatment or support sc-vices for which the company may pay in whole

or in part. (19; p: 495)
_This type of progiam may also be known.as Employee Counselirig Prograini, Esn-
ployee Counseling Service, Information and Referral Service, Occupational Inter-
vention Program, Employee Self-Help Program or similar titles. All stress that the

help is for the employee. The main goal is good job performance. 1f work perfor-
ance problems are spotted, the organization can provide appropriate help for person-
al preblems; the troubled worker’s performance may return to an adequate level, if
it has deteriorated; or may remain at an adequate level if the personal problem is
helped quickly enough. Although the organization does not have the right to inter-
fere in or to be involved i its employes’s pet ional lives; it does have the right to
expect gnod job performance. Offering help is not interference; the employee may
accept or reject the help offered. The organization can focus only on job perfor-
mance, document what is done and make decisions about employability Gased on
these factors. The EAP program must be secia by the rank and fils employee as im-
proving, not ihreaiening, joo security.

*Nurabers in parentheses appearing in tile text refer (o the Bibliography beginning on page 46.
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FEASIBILITY OF SCHOOL DISTRICT EAPs

There are many possible reasorns why public school districts have not had Em-
ployee Assistance Programs. Financial resources for support programs have always

been limited. Recently, some districts have even had to cut back on counselors for

students. The general public is hesitant to support programs and personnel that do
not directly relate to the classroom.

School districts, school boards, school admrmstrators and school district employ-
ees are all very concerned about their publrc 1mage Settmg up a program that states
cmployees have problems may not project an image that builds public confidence,

especially if the community discovers the types of problems that are being referred.

Scme parents would not want their child to have an alcoholic teacher, even if the
teacher is recovering and is no longer drinking. Teachers and administrators may be
hesitan’. to admit that they do have problems, much less that they need to seek help.
They are role models for the students and may think they cannot show weaknesses.
HOWever, rf parents and commumtv members are asked whether educators vould

may even enthus1ast1cally support the concept of an EAP; seeing it as a way for

teachers and administrators to get help with personal problems so they can be better

educators: District officials may also be corcernied that therapists outside the schools
will learn about the problems within the school system. However, employees may
see a therapist on their own, and share their concerns about their job or the district.

Teachers take their profession very seriously and want to be the best educators

and role models possible. Although they may have more job security than many

workers in private industry, they contmually try to better themselves professionally
through classes; workshops and in-services: If they do have personal problems, most
would appreciate getting appropriate help: An EAP can assist them confidentially

and expediently so that the problenis do riot affect their classroom performance. The
classified employees of a school district also have a great deal of pride in their work

and they too can benefit from EAP services. Poor or inadequate job performance is
not an option for any district employees and they would welcome any assistance that
would help them. In fact; school districts that have EAPs find the majority of refer-
rals are self-referrals who want help before their job performance is affected:

‘A school district EAP usually is set up to help all employees—the teachers, ad-

munistrators; and support or classified personnel. The EAP not only provides help to
all employees with their problems, but it also can be an encouragement and support
while they are getting such help. It can also consiilt with the supervisor or adminis-
trator on how to deal with the troubled employee. When job performance has been
affected; the EAP can work as a consultant to all involved—the supervisor, the trou-
bled employee; and the union—in order to help job performance teach an adequate
level without resorting to disciplinary action. The ‘help and support of a skilled EAP
in a poor job performance situation can be a benefit to everyone involved.

Most school district EAPs are set up by the administration so that all employees
can use its services. However it is imperative that all district uniosns, associations,

and/or bargaining units be involved in creating the EAP and its policies. They

should also serve in an ) advisory capacity, perhaps as an official steering ' committee,
once it is established. They represent all employees and can provide useful guidarice

and feedback for the EAP. Having all of them work together will assure that the
EAP meets the needs of all employees.
Some employees may be suspicious that an EAP provrded by thé administration

10 o
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will be an arm of the administration and disclose private information to it. Having
all unions on an ofi-going steering committee will help dispel this idea. All EAP pol-

icy statements must clearly stress the confidentiality of the EAP and any limits to

this policy regarding disclosure; such as the necessity to report child abuse or harmi

to self or others. The unions can be very helpful in showing that they support the
EAP, and can encourage their mieimibers to use its services. The employees must

trust the program before they will use it; especially if they are referred by a
supervisor.

The unions can be a referral source to the EAP. The umion representatnve may
find that an employee has personal problems that can be helped by the EAP. If an
emplolee is going through disciplinary action, the EAP can provide emotional sup-
port. The EAP can be the place where a frustrated employee can vent his/her feel-
ings, learn how to deal with a difficult job situation, and perhaps avoid a job petfor-

mance problem. The more support the unions give the EAP, the more effective it

will be.
Since school districts try to help their students to become productive adults who

éontnbnte to society by being good workers, there should be no question that an
EAP makes good sense for a school district. It can help both certified and classified

employees to be productive workers.

S
(V')



Models for School EAPs

When a school district decides that it wants to look into the feasibility of settingz
up an EAP; one of the first things to consider is the various models available: The
models presented here are based on those defined by Phillips and Older (11) for pri-
vate business and industry. The advantages and disadvantages of each are giver.
~ Model 1 works best for large school districts that have at least 1;000 employees
In this model; the EAP is an employee of the school district. His/Her main job is to

assess the problems of the troubled employees and to refer them to outside providers

for appropriate help: He/She meets with employees with problems, consiilts with
supervisors and administrators, keepsiup,-to-datef resouirce files, and attends to all the
supervisory training, education, marketing; follow-up; and feedback. Supervisors;

administrators; employees, dependents; and unions all can make referrals to the

EAP. All counseling; other than the initial assessment, is performed outside the or-

ganization by private therapists or counselors, public agericies, substance-abuse
treatment centers, or other community resources. The costs incurred may be paid in
part or in full by the district under its insurance benefits. Usually costs are shared by
the district and the employee:

The advantages of Model 1 center on the communication and ownership within
the district. The EAP can work with all employees, with supervisors; with organiza-
tional problems with internal conflicts and needs; with all the unions, and thereby
have an impact on the district, as well as on individual employees. The district, in-

cluding all associations and unions, want to be sure that the EAP is set up in a way

that makes 1t most effectlve for and accountable to all who use 1ts serv:ces Program

counselor can be well known by everyone in the school district, which adds a per-

sonal touch; as well as credibility to the overall program: The EAP can assess edu-

cational and informational needs for individuals, for schools or departmierits, and for
the entire district, and also can provide appropriate programs and classes. The
c;oordmator/admrmstrator/counselor thus is easily available for crisis intervention,
for follow-up questions and information, and for consultation: He/She knows the

district and the community and can be a resource for information and assistance for

all types of problems and needs.
A supervisor or administrator who outranks the EAP could put undue pressure on
the EAP. The unions can help give the EAP support in such a conflict, as can a

strong policy statement assuring the confidentiality of information learned by the

EAP If the adrmmstratxon trxes to have the EAP ‘agree w:th 1ts s:de in a grlevance

stateriienit can be helpﬁll in remmdmg the admlmstratlon that the EAP serves ail em-

ployees and cannot become a tool of any one group. The EAP, in its design and by

its investment in all district employees and groups, must be available to all

12
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emploiees to meet their needs. It is possible; in a conflict or a grievance, that the in-

ternal EAP may have employees from both sides as clients. Thus, the need for neu-

trality by the EAP is essential and must be understood by all in such a situation. This
is difficult, but not impossible and can help all parties involved.
To be cost effective; the district must be large enough to afford to pay the salary

of the EAP coordinator/administrator/counselor; as well as the costs of maintaining

an office, secretary, travel; and other miscellaneous expenses. In private biisiniess, it

is recommended that there be one person for every 2,000 to 2,500 employees. How-
ever, a one-person EAP will have ‘many demands made upon him/her; there will be

numerous duties and roles to fulfill and the ‘‘burnout’’ potential i is very high.
He/She must be able to perform a variety of tasks, including crisis intervention in

potential suicides, assessment of substance abuse, consultation on job performance

interventions, and reassurance to employees who are afiaid fo seek counseling:

There are few people trained to do all of these functions well. The available person-

nel for the EAP coord1nator/adnnmstrator/corinsel and the needs of the district will

determine how serious a disadvantage this will be.
A variation of the internal program model (see Model ! Varlatlon) is to have the
EAP coordinator/administrator/counselor be an employee of wuie district; but to have

some counselor/therapists also employed by the district to provide some or all of the

counseling instead of using outside providers: It could be possible to use school

social workers and psychologists in this capacity. The advantages to this are that the
district would have more control over the therapists and the accountability of the
program. The theraplsts would know the district and sometimes would be able to in-
tervene in the organization, when appropriate. The EAP administrator could have
more control over the therapy and its outcome.

The disadvantages pertain to cost and the problerm of conﬁdentlallty The psychol-
ogists and social workers would have to be paid an increment or carry reduced stu-

dent loads. If they were eligible for third-party payment, insurance could pick up

some costs. The employees could be held responsible for all costs, but there would
then be little incentive for them to see the in-house counselors rather than an outside
one. The confidentiality issue is difficult to overcomie if school personnel are used as

therapists. They are district employees and, therefore, owe allegiance to the district:

There could be some situations in which the employee would share information

about something that was against district policy but that was miot 1llegal or required to

be reported according to professional confidentiality rules. The therapist would have
to know whether this information has to be reporied to district officials: It is also
possible that the district therapist could have client employees who worked in their
school or have friends; relatives; or contacts in their school. Employees, especially
administrators, misht be reluctant to share personal problems with another employ-

ee, even in a therapeutlc relationship.
Depending on the size of the district; one other variaticn of this model is for the

EAP administrator to provide short-term counseling (three to five sessiois) for ap-

propriate problems. Many employees’ situations can be resolved in short-term cour-
seling. This would save insurance costs and the need for the district to pay for out-

side counseling. Because the counseling was free, more troubled employees might

get help. However; the requests for this free help might be so great that the prograii
would have to add personnel. If the short-terin counseliig was niot sifficient; the
EAP administrator-couriselor would have to refer the employee to an outside provid-
er, and thereby disrupt the therapeutic process. This approach, however, could be
one way that a small district would make an EAP justifiable, because it should de-

crease the number of insurance claims.

13
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Model 1 Internal Program

School District

Administrator -

____»[Community Resources ]
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Model 2 uses a contract with an outside provider for all EAP services: The school
drstnct would contract with a servrce pr0\ 1der to provrde assessment ~some free

the d1str1ct would pay a certain amount per person per month based on the total
number of employees. For example; at $1 per month per employee, a district of 500
employees would pay $500 a month for EAP services. This could be cost effective

for small districts.
Many therapy groups, mental health agencies, and insurarice groups have estab-
lished EAP contract services. The costs as well as the range of services offered can

vary greatly. The district should be clear on what it wants and does not want from a

contract EAP; and should then closely monitor the service. First, the methods of re-

ferral must be clear: Usually, employees call the contract service directly and set up
an appomtment Sometimes the agency may assign one of its counselors to act as the
main contact person for a district. He/She then takes all calls and refers the employ-
ee for appropriate help. The contract often provides for three to five free sessions of
couriselmg If inore sessrons are needed emplo _,'ees are referred somewhere else or

may pay for some of the cost. The district may also contract for supervisory train-

ing; consultation with supervisors, a newsletter on mental health issues, educational

presentations, marketing of the program to employees, follow-up and feedback to
supervisors, organizational interventions and consultations, or any other relevant ser-
vices. Each would add to the cost of the contract. (See Chapter 3 for questions and
ideas for evaluating contract vendors:)

The advantages of contracting with an outside provider are cost effectiveness for
small dlstrlcts and the assurance of conﬁdentrallty for the employees A contract

ees woiild receive some free counseling: Smce the contract service agency would be
totally outside the district, employees may trust it more than they would an in-house
person: Because of this and the free sessions, more _emplovees may seek and obtain
help. The range of counseling services and the quality of help given are controlled
by the service agency and should be good, since the outside provrder will keep con-

tracts only if their services are satisfactory:

The disadvantage of the contract service can be the lack of control the school dis-
trict has over the services given by the contract agency. Supervisors and administra-
tors may be hesitant to work with the agency; communication with and feedback

from the agency may not be what the district wants, and the agency will not know

the organization as well as an in-house EAP. Therefore, organizational interventions

are difficult to accomplish under this type of program. The district will have to have
some way to monitor and evaluate the EAP services and results; and these tasks will
have to be added to someone’s duties. The lack of ownership by the district may
keep it from marketing and asing the service. Some therapy groups have set up EAP

contract services in order to obtam more clrents The_!, refe" only to themselves, no

short=terin, situational counselmg that most employees need. If the district already

has coverage for therapy under its insurance program, it is paying twice if it has a

contract EAP that gives free sessions:

A variation of this model is to have a person, or persons, in the employ of the dis-
trict who can be called upon by employees who need and want help (see Model 2

Variation). This person or persons are called the EAP and they do the initial diagno-

sis and then refer the employees to the service agency with which the school district

has a contract. The agency then provides counseling, referral, or whatever is
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necessary. The in-house EAP people either can be voliinteers or can be pald for this
service. Each school and departmient could liave a contact person who was trained to

do initial assessments and referrals, as weli as follow-up. The contact person(s)
cotld also glve support on the job site to troubled employees. Having such in-house

EAPs adds a personal touch and an organizational commitment to the contract

service.
The disadvantages of the Model 2 Variation are caused by the number of people

involved and the necessity to make certain that each one knows his/her appropriate

role; territory, and has effectxve communication SklllS If the in- house person(s)

is/are salaried, the costs also rise. Monitoring the assistance given by the in-house

EAP; if there are many people involved, could be difficult. There also could be

problems concernmg confidentiality. If the contract agency provides some free coun-

seling sessions and then refers to someone else if further help is needed, the troubled

employee may have to see at least three different peOple

Soime school districts who use a contract service have at least oné of its employees

trained to assess problems, swionitor the service agency; and act as a liaison between
the two. They may also have a representative who understands the. EAP services and
encourages troudled employees to get help. (This can also be doie for aa in-house
program )

district set up their own EAPs (Model 3). Private mduéti’y has union- -based EAPs,

usually in situations where management and unijons are adversarial or where a uniofi

is not part of a particular business. Examples of the latter would be an EA¥ for a
city-wide nlumbers local or an EAP for all members of an AFL-CIO local.

A union-based school district EAP could have an internal person doing assess-
ment; referral, and consultation, or it could set up a contract with a service provider.

The employees’ medical insurance probably would cover _part of the thérapy. The

union could provide a therapist anid somie free sessions for its troubled employees. A

union-based program would be zccountable only to the union and its members.
One of the disadvantages of a union EAP is that most school district unions can-

not afford to support such a program. However, some or all of the unions or associ-
ations could work together to set up an EAP for their members. This could be an

added incentive for more employees to join the zppropriate union. The union repre-

sentatives would be key people in encouraging employees to see the advantages of
using the EAP services.

Model 3 Union/Association EAP

School District tinion
or Association
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A union-based EAP might not be able to work with supervrsors and administra-
tors on job performarc nroblems of referred union employees unless the district ad-

miinistration agreed. Tais could be worked out in the policy statement: However, the

union EAP would have to clearly establish and delineate that its role was very differ-

ent from that of the umon representatrves and umon admmrstrators The umon EAP

_]Ob problems leavmg those to the unicn officials.

One advantage of a district-wide EAP is that it can view the district as a whole
and thus can work with the organizational probleiis, as well as being available to as-
sist all employees A steermg committee comprised of representatives of all the
unions also would give a district-wide EAP increased credibility. However, 1f the
district admrrx:stratron wiil not establrsh an EAP the union(s) may decide it’s ia the
best mterests of therr members to offer a umon-based program Wrth c lear gurde-

therr problems
A final model is the one used by professionals such as doctors, lawyers, and uni-

versity professors (see Model 4). Since they usually do ot have direct supervisors
and tend to work alone or with only a few peers, they may use 1 peer referral

mocdel. Others in their profession who observe a colleague w0 see:ns to be havmg

preblems, can coniront hins/her and try to persuade him/her to get help. This is pri-
marily done for problems witl: alcohol. Model 4 does not provide for supervisory re-
ferral, follow-up, or organizational interventions. It may be useful in providing help
for administrators whose peers may see that they have problems. An EAP could be a
consultant to the peers who are providing belp.

There are other modifications and variations of all of these models. A district
should look at its resources, both financial and humari, decide what it wants the EAP
to accomplrsh assess the resources in the community, and th\.n decrde which model

meetmg the needs of the district.

Model 4 Peer Referral EAP

PEER [ — Refers

EIVI PLOYEE — Peer
- -




Chaopter 3

EAP Services

An Employee Assistance Program in a school district can do more than help em-

ployees with their personal problems. It can be a resoiirce for all employees on what
help is available to them in the community for all types of problems. Teachers, prin-

cipals, social workers, psychologists, and counse'ors can have students whose fam-
ilies have problems and would like to know where to obtain app: ropriate help. Since
the EAP needs to know these resources, it can be of assistadce to them.

The EAP can also be a consultant to supervisors and administrators who have a

troubled employee or a problem in their school or department. Many supervisors/

administrators have no peers at their work site and are hesitant to share their *‘dirty
wach’’ with their peers or with thei- own supervisors. Since the EAP has nio author-
ity over them, they can feel couifortable in taking advantage of his/her skills and

perspective. When a supervisor or administrator has an employee who is not per-
forming adequately, he/she also has a problem. In this situation, the EAP has two

clients, the troubled employee and his/her supervisor. The district, as we!l as the
school or department, also has a problem aid is, therefore; an EAP client. ’I‘he goal
is to help all involved to be as healthy and productive as possible. The supervisor or

admiinistrator was not hired to help subordinate employees with their personal prob-

lems and he/she seldom has the expertise or knowledge to do so. The EAP can step
in; professionally help the employees with their problemns, while their & Supervisors or
administrators remain the objective evaluators of job performance: This is not to im-
ply that the supervisor or adm:nistrator should not become involved in any personal
way. However, it is usually more difficult for a supervisor to evaluate an employee
with whom he/she has a personal relationship. This can be an espec1élly complicated
situation for supervisors who perform the same or similar jobs as those they super-
vise, such as those ini custodial, maintenance, cafeteria; or transportation services.
Some supervisors take pride in their personal involvement with those they supervise;
this attitude should be encocraged if it is done appropriately. The EAP can be a con-
sultant and provide suitable resources and suggestions for supervisors or administra-
tors who prefer to handle a problem situation themselves: However, most supervi-
sors and principals are relieved to have the EAP available to handle problem

situations, to make decisions on apf:opriate help or treatment, and to do the rieces-
sary follow-up.

For example, suppose that a prmc1pal has to g1Ve a teacher a poor job perfor-
mance evaluation. In the confer erence; the teacher breaks down and says that he/she
just cannot go on and would just as soon kill him/herself. Not many principals would
feel competent o deal with suicide threats or with a crying, hysterical teacher. As
another example; suppose a custodian comes to work drunk. His/Her work perfor-
mance has been excellerit up to that time. District policy may say he/she could be
fired. However, the supervisor would like to help the custodian, but may not know
how to assess the severity of the drinking problem, much less what treatment is ap-

propriate or available. In thess situations the EAP can step in, offer suitable help for

the employee; and consultation services to the orincipal or supe:visor.
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In some situations where the EAP may be asked to help; such as a conflict be-

tween two administrators, a conflict between a principal and his/her staff, alleged
sexual harassment by a supeivisor, or _unsatisfactory evaluations that are drsputed
there is sorie question of whether EAP involveent is appropriatc. The EAP may

have the skills to help resolve these problems; but it may be more suitable to refer

ihe employee to the union, the representative association, or a higher administrator.

However rf there are fo resources. wrthrr the drstrrct to resolve suc‘r problems the

trons there may be no way to make everyone happy or to work out an agreed-upon

compromise: The EAP can quickly damage its credrbrhtv by taking_ sides. Therefore;
the EAP must know what in-district res-urces are available to handie such problems
and refer the employee accordingly. If no appropriate resources exist, the EAP can

help to create them: If the EAP is expected to stay involved in these types of prob-
lems; there must be stric: guidelines and agreement by all conceried on what the

EAP can and cannot do.
Wher a referred employee Has filed a grrevance or is in job jeopardy, the involve-

ment of the EAP must be used properly. The referred employee cannot use the EAP
as an excuse for poor job performance; ueither can the supervisor use the referral
against him/her to justify disciplinary measures. The EAP caniot be brought in to
give information in grievance hearmgs The EAP will have to evaluate how it can

appropriately help all involved in this situation; including the district: Sometimes
getting each side to sit down and listen to each other may be the best help the EAP

can give:

REFERRAILS TO THE EAP

The followmg discussion on referrals is based primarily from the perspective of
an in-house EAP or a contruct service EAP that assigns one of their people to a

school dis:rict. Adaptations miay be necessary for other types of programs, Howev-
er, most of the coricerns and gurdelmes will be true; no matter what model is used.

The key to the program’s success is to iiave a clear; workable process for refer-

Ea:l,s,,t?},he EAP. Referrals can be made by the person with the problem (self), the su-
pervisor, union or association personnel, family members, or peer worker. The ear-
lier EAPs were based on Supervisory referrals but today’s EAPs usually have high

self referral rates (75 to 85 percent).
The policy statement must make clear the differences in the guarantee of confi-

dentiality for each type of referral: Self-referrals should be totally confidential unless
the problem is child abuse, harm to self or others, ¢ afny other situation that the
local, state, or national law, or the district deemi repoitable. All employees must be
informed of the conﬁdentralrty limits and all EAF clients must be reinformed. Some
EAPs have potential clients fill out intake forms that state the limits of confidential-
ity; some inform the client verbally, and others indicate the limits only in the policy
statement, which is given to everyone wio comes in.

The limits on supervisory referrals are different. When the supervisor is involved

and; therefore, there may be a job jeopardy situation; the policy statement and the

EAP must be clear on just how much is shared with the supervisor. Most EAPs tell
the supervisor if the referred smployees called and/or came in for help and if they
are going to receive further help. If more information needs to be exchanged; the

EAP should get permission from the troubled employee, preferably in writing. If the
referrcd employee must miss werk in order to receive treatment, the supervisor, and
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perhaps, persontiel, payroll, and other departnients; may need to be involved. How
such absences and ireatment are noted in various files saould be decided on and dealt
with carefully and discreetly. There are feder:. guideliites on kow to kaudle all ifi-
formation and records on any:ie who undergoes treatment for alcoholism.

It a fanily member or a peer refers an employee, the EAP may only consult with
the r>ferring party or may actaaily meet with the referred employee. Again, the re-
ferring person should be made aware of the limits of information that the EAP can
share with him/her. In all of these situations, the referred employee’s rights to confi-

dentiality must be maintained or the program will becomé ineffeciive since fo ops
will trust it B ) ) -
~ The process of how people are referred must also be made clear. Can a referral
be done over the phone or must the emplovee have a face-to-face conferenice with:
the EAP? Where will the EAP meet with the employee—only in ttie EAP office; at
the worksite, in the employee’s hotiie, or at & community site such as a restaurant or
park? Concernc about confidentiality may Jéte.wine where the employee will want
to meet with the AP counselor, o o .

. Since the referral itself and some of the follow-up may be dorie on the phorie, the
lide shonld be private. Most school personnel can call only at certain times during
working hours: therefore, the EAP must have a secretary or a tape m:.achine to an-
swer ali calls and to take messages when the counselor is unavailable. Returning ari-

ployee calls may be a problem because most school personnel do not have private
phones and often cannot be reached easily. The EAP miust deteriiine whather to

leave their name and number sirice employees may not want anyone to kiow that
they have called the EAT. Somé EAP counselors do let employees call them at hosiie
in the eve: ing where the conversation can be more private. Others work at Ieast one
evening a week; doing follow-up calls ani. scheduling appointinents. If the EAP per-
sonnel conduct workshops, classes, or activities in addition to their EAP work,
employees will become accustomzd to seeing them in the schools and departments.
Their presence wiil not be a sure sign that someone has a problem and has requested
help. o ,

Some follow-up work and crisis interverition is 1 sually needed after work hours:
Many employees in crisis nieed someone to ‘‘rurse’’ them through the time unil they
can get an appointment with a therapist. Relatives or friends may need guidance on
how f5 deal with an employee in crisis. Vacations, especially Thanksgiving and
Christmas, can be extremely busy timies. The EAP counselor can wear & beeper,
have a call-in tape machinie, publisk his/her home phcne number, contract with a
mental health center or a private group for coverage, or reruse to do such work.
Again, this should be a clearly defined policy that is well publicized.

REFERRALS FOR HELP/TREATMENT

__ Referral can be a refarral to treatment or help of some kind as well as to the EAP.
Having a file of rescurces in the commniuity is essSertial for the EAP. It 7$h70'iild be

up-to-date and inciusive of sources such as therapists; support groups, educational

class2s, current activities and workstops, free help; and unique resources. The local
newspapers are the best place tc find many of these. The larger the community, the
miore resources there will be available: , o ]
. __Tracking down help for an unusual request can be challenging; frustrating; and

rewarding. Examples of requests could ificlude heélp for financial problems such as
budgeting and bankruptcy; for a learning-disabled adult who wants a high school
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dipioma; for a way to overcoiie a pi :obi-; such as a fedr of f‘ymg or of heights; for

suppert groups or counseling 1or varicus medical problérhs and illnesses suck as epi-

lepsy . cancer; cr muscular dystrophy; for battered women’s and childrer’s shelters;
or for help with grief, death, or dying. These resources can be ket in file folders,
notebooks, on cards, or in any othet way that makes them easy to find and use.
When assessing the preblem and facilitating the employee’s decision on the best
option for heln, the EAP should krow the best resources available. Most roferrals
will be to therapists or counselors. 3ome of the questions e EAP can ask the re-

ferred employees ir crder to suggest the best counseior for . -h case are:
1. Do you prefer a male or female counselor, or does it matter?
2. Wnere do you live and work and do you want a counselux that is ('arve m.nt"
(Most vill prefer someone close: Some may want 1o go & distance away (of

fear of meeting someone who knows them.)

3. Have you had counseling before? If so, from whom and hov di-: you feel about
hin/ier and the help vou received?

4. What iind of hez'th insurance do yo:: have? (Some may be covered under their
spouse. )

5. Will there by any financial restraints or problems?

The EAD should be also con51der ;he age, educat:on ethmc background and vggrk

weuld niot be succe: sfux Matchmb the employee with suitable rounselors is a little
like a dating service: Having good counselors and therapists who are able to work
with all types of peovle helps make the matching easier.

~ Some EAPs dec1de Wthh counselor would bt the best one éifd ‘make the f'iféi ap-

appear not to favor ‘any one person or group. Therefore, it is better to give tiie re-

ferred employce two or three names of apprnpriate prov1ders, tell the employee
about each une, and then let the employee make the final choice. Unless the employ-
ee is under tremendous strain or in crisis; he/she should be able to follow-through on

his/her own. It may be that a particular therapist seems to be the very best choict for
an employee. The EAP could give only that rume, but it is better to offer several
others; after explaining why the orne seeris to be the best.

CTeis lmportant that the troubled employee be given as nuch support as possible

for staymg in control of his/her life. Encouraging the employee to make his/her own
decision on whom to see and when gives positive reinforcement to his/her request
for help. Some employees may never follow~through to make an_appointment for
counseling. That is their choice. "'hey are cmployed adults and the EAP cannot force
them to get help. Even if they are supervisory referrals with job problems, only their
Jjob performance should be documented, not whether they followed-through with the
BAP referral:

The EAP can help referred employees follow-through in gettmg further help by
explaining what they can expect from counseling or therapy. Most providers will

have an answering service; some may have a receptionist or a tape machine: The
employee will have to leave a phone number where he/she can be called back by the
therapist. Most therapists believe that their clients must feel comifortable with thei,
so they do not mind potential clients interviewing them on the phone. The EAP can

encourage employees to tell the therapist a little about their problem when they tele-
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phione for an appointiient. If tiley feel good about the therapist’s respcase, they can
make an appointment; if not, they can tel! *he therapist that they are not sure what
they want to do and hang up: The title **Therspist’’ or *‘Counselor’’ does not con-
vey magical power and no one therapist or counselor can help everyone.

The EAP can also help tiie referred employecs know what to expect when they
meet the therapist for the first time. If the EAP has visit=d the =ffice of the therapist,
he/she cun teli the employee how to get there, where to park, what the office is like,
anc any other helpful informatior. Many emgloyees will expect ihe therapist to use
the “‘medical modul”” to help them—that is they wil! tell the *‘doctor” what their
symptoms or problems are and the doctor wili teil them cxactly what to do to be
cured. The newspaper advice colunwists and radio talk show psychologists have
helped pernstuate this concept; therefors, the EAP moy reed to explain the therapeu-
tic process. Must referred employcc problems are sitational and they wiii respond
quickly to treatment. Hewiver; the therapist will usuaily not teli them exacily what
to do, much less cure them, and the employees should understand this before they
start their sessions. Otherwise they may oeccine very frustrated when the therapist

mostly listens anu offers littte or no advice on how to solve the problem:
immediately. ] S
_ Employees can also be encouraged by the EAP to be honest with the theraist if
they are frustrated or unhappy with the help they are receiving. Although the ihera-
pist should be able to sense any frustration, the employee riay not be willing to dis-
agree with the ‘‘expert™ and the situation can get worse: Follow-up calls by the ZAP
may detect this situation or may even give the employezs an opening to ask questior.;
«aat they hesitate to ask the therapist and thereby to clarify misinformation.

FOLLOW-UP AFTER A REFERRAL

Appropriate follow-up is very important after the EAP counselor has made an as-
sessment and referral. For some, a short phone call asking how things are going may
be enough. Others may need consistent contact for months; especially if there was a

job performasce problem. In this situation, follow-up may be needed with the super-
visor also. The EAP should stay in touch until job performance appears to be
adequate. , S

Follow-up can be touchy when a grievance is involved. The EAP must preserve
suitable involverient with the referred employee and at the same time must maintain
appropriate confidentiality. It is even possible that the EAP would be working with
persons on both sides of a grievance: The need for keeping the EAP out of the griev-
ance process or testimony is imperative and should be so declared in the policy state-
ment. Not all employees who receive EAP help will be able to maintain adequate job
performance and therefore may be fired or asked to resign. The EAP may want to
help them through this difficult time and may even help them find another job or of-
fer some career counseling. This type of follow-up may or may not be deemed ap-
propriate by the district:
FINDING AND ASSESSING GOOD RESOURCES

It is imperative for an EAP to have good, qualified therapists arid cotinsélors. An
in-house EAP can use any resources available in the community. Some contract
EAPs use only their own therapists, but usually they will refer to other resources,
when appropriate. In order to assess the quality of potential providers, the EAP must
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have sciiie background in clinical dlagnosw and assessment, understand the differ-

ence in training and expertise among socizl workers, psychologists, psychiatrists,

and other types of therapists and counselors. State laws usuall y govern licensing, ac-

creditation, and third-party payment by insuraiice. rhe district i:-urance co “/€rage
may limit the kiid of help emnployees can get for psychiatric; emotionai;, or mental

problems. Usually insurance will cover treatment by psychiatrists, bai often it will

not cover help from ocher types of therapists: Marriage counseling usually is not ini-
cludcd lhe EAP must be fam.lrar with all lmntauons of the policy and may nieed to

~ Wlnen assessmg a potentlal nrovxder, 1he EAlj should meet wrth hrm/her face-to—
face; preferably in his/her oftice. Seeing the therapist in his’her own environment
helps | grve a befter prcture of Who he/s e is as a person, as Well as a theraplst Is th‘=

Is it large enough to feel comifortable for one ciient as well as for a farmly or group"
Where does the therapist sit? The EAP can assess all of these things during the inter-

view. If the EAP feels uncomfortable, the troubled employee probably will feel very

uncomfortable:
In the interview, the EAP should inform the theraplst abouit the district program

and how it ‘works. The practice of the therapist, especiaily in regard to confidential-

ity, mast be made clear. For example, if the therapist learns that an employee is a

child abuser; must che therapist tell the EAP as weli as the required legal authorities?

The same question comes up in regard to potential suicide or “omicide; and could
also be a problem concerning criiminal activity. The EAP should also discuss what

information the therapist could expect the EAP to provide about referred clients.
Will the EAF get a release of information or is that the responsibility of the therapist
if the therapist wants information about the troubled employce? If the employee is
havmg jOb performance problems, what are the drstrrct s expectatrons of the counsel-

share inforitiatioi: about the district or a particular job that does not dlrectxy relate to

the employee the therapist is seeing?
When assessing the therapist, the EAP should know what kind of information is
needed. Having a form to fill oiit during the interview is helpful. Questions on the

formi can include the training; degrees; and job experience of the therapist as well as

what types of problems the therapist prefers or does not like to work with. No thera-

pist is able to treat all types of problems equally well Alcohol cocame, and other

elderly, and famiilies. The EAP should also ask if the therapist is llcensed can re-

ceive third-party payment, has a psychiatrist for supervision or consultation, has

hospitalization privileges; uses a specific technique or therapy, has evening or Satur-
day appointments, has a definite fee Schediile per session or charges on a slrdmg
scale, and has a weekly or monthly brllmg or another type of payment plan: It is best

for the EAP not to refer employees to any provider he/she has not interviewed in

person: There are some exceptions because of emergency situations or particular re-

quests or unusual needs, but the EAP should follow-up to see if these referrals were

satrsfactory N
~ Although all district employees are workmg, some may have problems paying for
therapy. The EAP must be sensitive to this issue and discuss it with employees tact-

fully. Part-time employees may not have health insurance and troubled employees
may have poor money-management skills. Many public agencies such as mental

health or social service; may provide kelp on a sliding scale: Some private therapists
may reduce rates in these cases. The EAP should know what help is available at
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reduced costs and coach employees on how to discuss costs with the therapist.

Obtaining resources in addition to therapists is also necessary. As prev1ously

stated; these resources can range from financial to legal;, medical; child care; and
support groups. Newspapers, the telephone book yellow pages, other EAPs, thera-
pists, social service agencies, and mental health centers are all sources. Each com-

munity has unique resources and needs, and the EAP must be creative in finding

them. ) ) . _ o
In large cities, there may be a chapter of an association called ALMACA (Associ-

ation of Labor- -Management Administrators and Consultants on A'cohollsm) This is

the largest official EAP organization and provides a network 0% national and local

groups for the profession. There is also a new organization, EASNA (Employee
Ass:star.ce Soc:ety of North Amerlca) It does not have local chapters Both organi-

REFERRALS FOR ALCOHOLISM

EAP’S roots are in treatment for alcoholism and because alcohol abuse has been a
major problem for many oganizations, an EAP must have some background in alco-

holism assessment; treatment, confrontation, and follow-uip. There is sorie disagree-
ment as to the best method for treating alcoholism; therefore, the EAP must have ap-

propriate training and must institute procedures that support the district pollc1es for

employees on substance abuse: The traditional confrontation methods may not be ef-

fectlve with s some émployees espec:ally self-referrals Adequate follow -up and after-

key to this. If the employee gives perm1ss1on the EAP can work with his/her co-

workers and supervisors on what the employee needs from them to remain sober.

The EAP can also offer education to the co-workers on alcoholism, ¢ o-dependency
and other related issues: The EAP may want to start support groups for employees
who have undergone treatmient for alcoholism. Some private businesses require their
employees to atterid such groups

Treatment for other drugs is similar to that for alcohol: However, since many of
the other drugs are illegal, the EAP may find obtaining suitable help and doing
follow-up need to be handled differently. The district may have policies for employ-
ees about illegal drug use and the EAP will have to work out how their help fits in
with these policies. Confidentiality issues are especially difficult in this situation.

Use of alcohol or other drugs on the job can be cause for dismissal. Being im-

paired on the job because of drug use also can result in termiination. The EAP must
work within district policy on these issiies, biit may be able to have the d¥ " ict agree
to let aii employee receive treatment on a first offense, especially if his;her work

performance has been good up to that time. The work status can be reevaluated at
the end of treatment and a written agreement worked out 4s to what the disirict ex-
pects from the employee and what the employee needs from the district in order to
perform his/her job well. The EAP would then be responsible to see that both sides
followed-through on the agreement; as well as to give support to the employee as
he/she returns to the job.

One aid for the EAP in this area, espec:ally if the EAP does niot have a strong
background in alcohiolisim or other substance abuse, is to form a support group of re-
covering employees. This group can not only help each other to maintain their sobi-

ety, but can also support the EAP when an employee comes in needing treatment, or
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has questions or concerns about getting help. The support group can be there for emi-
ployees both during and after treatmient. It is best to use them only for support; and
not as a confrontation group to convince employees to get treatment. That could

cause some problems with confidentiality and inappropriate intervention by peers:

When a support group is set up and used with employees; confidentiality must be

maintained appropriately. Sometimes phone calls using only first names work best at
first until confidence is established. Then face-to-face meetings or group meetings
can be arranged. If a support group cannot be established, the EAP can ask individ-

ual recovering employees to work with abusing employees, either on the phone or in

person. This peer help can be the most effective support the EAP can offer an alco-

holic or substance-abusing employee.
_ The EAP should keep up-to-date on the various treatment programs available

since there can be many changes in a short period of time. Programs can include the
following:

1. inpatient hospital (the most expensive and best for employees with medical
problems);

2. inpatient free-standing clinics (treatment is similar to hospitals but is less
expensive);

3. intensive outpatlent (usually four to five nights a week for four to six weeks

with two to five months of after-care groups and counseling for nne to two

nights a week);

4. outpatlent therapy and/or education (individual and/or group work for one to

two sessions a week);

5. AA (Alcohollcs Anonymous) free support groups for recovering alcoholics.

Thie above are listed in descendmg order of cost. Some employees need inpatient
hospital care to recover. Others do well with one session a week with a therapist.
The EAP; in conjunction with the employee and perhaps his/her supervisor or family
will have to make the decision on what treatment is best, Insurance ¢ coverage may

also be a major factor in this decision-making process: The threat of job loss is the

best motivation available for some employees with substance-abuse problems. This

threat should be used judiciously and wisely by the EAP and the district. However,
the alcoholic employee does need help and if he/she can achieve sobriety; the result
should be a productive worker as well as a happier human being.

The EAP can also assist employees who are arrested for drinking and driving.

State laws dictate the treatment and punishment they will receive. Informing efiploy-

ees of the consequences of these arrests may help to deter thern from drinking and
driving. Employees who miust drive on the job are a target group for such informa-
tion. Usually; bus drivers who lose their licenses will not have a job. The EAP may

be able to help them to transfer to another job in the district or to find other work.
Many districts are setting up policies concerning 1llegal drug use or the termina-
tion of those arrested for drunk driving. Urine screening and blood tests are a con-

troversial issue. Laws and p011c1es are just now being formed as to whether all em-

ployees have to be treated in the same way on these issues or whether a certain
group can be singled out. The EAP should have up-to-date information on all sides
of these issues and can be a resource for those who make these decisions.
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MARKETING AND PUBLICITY

Informing all district employees about the EAP and how to use it should be donie

at least once a year after the mmal presentatlon The best methods are (1) an in-per-

) mallmg iniformation to the home so that it can be scen by dependents The next

best methods are (1) presentations to principals; administrators, and supervisors who

then can present the information to employees under them, and (2) sending the infor-
mation through the district mail system. Other types of publicity can include posters,

information on bulletin boards, newsletter and newspaper articles, written announce-

ments; and district-wide presentations. All supervisors should be given training on
how to use the EAP for troubled employees, especially those with work performance
problems. This can often be part of the training already being done for all managers
and administrators.

Once the program is established, short presentations and yearly mailings of a bro-
chure and posters may be enough to keep employecs aware of the program. New

teachers and employees should be given special in-services; as should new super-
visors. Posters in lavatories can be very effective, as can be calling cards with a

brief explanation of EAP services on the back. Representatives of the various

associations/unions may want special training on how to refer their co-workers. Pre-

sentations to school counselors, psychologists, and social workers on all the EAP
services as well as how they can be helpful to employees with problems are impor-

tant in getting them to support the service, rather than to feel it competes with them.:

The EAP can also share its community resources with them so that they can refer
students appropriately.

It may be advisable to inform the school district community about the - program
through. newspaper articles and presentations. Any groups with influence on the dis-
trict budget or programs should be targeted.

Community agencies who serve district employees should also be informed that
the EAP exists. These include mental health or social service agencies; the police
and fire departments, hospitals, and service and charitable organizations. Doctors,
lawyers, and other professionals could also be informed, depending on how large the

community is. Having these community groups work with the EAP on district em-

ployees’ problems can benefit all the organizations, as well as the employees.
An indirect method of publicizing the EAP is to have the EAP personnel give pro-
grams and workshops or classes on other topics such as stress management, commu-

nication skills; alcoholism, or other addictions: This gives the employees a chance to

see the EAP in a nonthreatening situation, and if the employees later have problerms
for which they want help, they may not be so hesitarit to ask for it. This also allows
the EAP to not have the reputation of being only problem-oriented. District employ-
ees will not worider about who has a problem when they see the EAP personnel
come to their school or department.

Giving presentations on the EAP or on other topics to parert groups or cotfimiuii-
ty groups can also help reduce the problem- only orientation of the EAP. It also gives
the EAP the opportunity to find out how much support the program has in the com-

munity. If the EAP can extend its referral services or resource information to par-

ents and community members, it may gain even more support.

Marketmg the _program well is necessary for the program to work and to be uti-
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CLIENT POPULATION

Throughout this monograph, the primary client discussed is the district employee.
However, the services of the EAP can be extended to employees’ iamilies, to retired
employees, and even to parents and students in the district. The client population
linits should be defined and published. Studies of insurance claims files show that
dependents; and not the > employees; are the more expensive users: For example, in
Coloraco the cost of inpatient alcohol treatment in a free-standmg clinic is at least
$5,000 for adults and $12,000 for adolescents. Actually, since many employees

personal problems have to do with their families; it is difficult to refuse services to

the families.
Retirees may ask for EAP help, especially in regard to finding appropriate hous-

ing, nursing-home care, or counseling. Usually they can follow- -through on the refer-
rals given. Limits may need to be set on helping students and their parents. There
could be some liability problems if the recommended help is not appreciated by the
parents. The parents may also expect the district to pay for treatment that is recom-
mended by district personnel, including the EAP. However, successful referrals for
students can become a great public relations service for the EAP in thi. community.

At the beginning, the percentage of classified employees who use the EAP may be
brgger than their percentage in the district. Classified « supervisors may be more will-
ing to refer those under them; especially if they receive training in how to do so.
Classified employees may also have fewer resources available than do those Who are

cemﬁcatal It ‘may also take longer for cemﬁcated emplovees to trust the program

comie in before there is a job performance problem eventually should become the

largest category of users if the program is successful and effective.
Administrators are probably the group that will use EAP services least. They may

be reluctant to admit to another district employee, if the EAP is in-house, that they

have personal problems. They may be afraid that they will meet other district em-
ployees at the contract agency. They also may have resources other than the EAP for

ééftmé help Umversmes have found that peer intervention works best for - professors

vrsron from their superlors and those under them may hesitate to approach them
when their work is affected by personal problems: The EAP can encourage peer sup-
port and intervention for administrators, but it may be a long while before many ad-
ministrators use the service for their own problems

On the other hand; administrators and supervisors will probably refer many em-
ployees under them, especrally at ﬁrst As the program becomes better kriowni, there

sor referrals for severe problems, especrally alcoholism. Those employees who are

borderline on Job performance becatise of personal problems will be sent in quickly.

There should be some dramatic changes and successes with these; others eventually
will be fired. The number of these chronic, long-term, severe problcms referred to
the EAP should level off by the second year.
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EAPs AND WELLNESS PROGRAMS

The Broad Brush EAP has fewer limitations and gu:delmes on what it can and
cannot do than the earlier alcohol- -only EAPs. Therefore, the school district EAP has
to set its own limits and priorities. Some districts may want to include wellness pro-
grams as well as; or instead of, EAPs: The two programs are compatible but are
very different in their goals and target populations.

The literature discusses primary, Secondary, and temary Pprevention in regard to

EAPs @&, p. 10). Tertlary prevention is the treatment of an existing problem, hoping
to reduce its severity in rehabilitation. It is used with individuals who have the prob-

lem, usually in its later stages. Secondary prevention is used with the individual

when the problem is in its early stages. This inicludes crisis intervention, early iden-

tification, and confrontation to reduce the severity, duration and prevalence of the

problem. The employee may have some job performance problems but probably will

not be in job jeopardy. This is the area where the EAP help is unique and most
effective:

Primary prevention uses education and information to try to keep potential prob-
lems from arising in the at-risk population. This is the area where the wellness pro-
grams work best, although EAPs can be of some service. Wellness programs. hope to
keep all employees functioning at high levels on the job by helping them with their
physical health: EAPs iry to help employees who do have problems maintain or get

back to high performance levels by helping them resolve their problems. These in-
clude menital and physical problems.
A perusal of district health insurance claims will usually show that about 10 per-

cent of the employees have about 80 percent of the medical insurance claims. Many

physical illnesses have emotional or mental problems, such as stress; conflict; or

frustration, underlying them. If paticnts can get help with their emotional or psycho-

logical problems the physical problems; and therefore the medical claimis, shoiild be
reduced: This is the area in which the EAP has the expertise and skills. The EAP
can help identify those with problems and it can help them find ways to resolve the
problems. No other person or department is set up to do this.

Wellness programs are not immediately cost effective and cannot easily show that
they benefit the organization. Having healthier bodies becaiise of better exercise and

nutrition may not be evidericed instantly in Job performance. It may take ten years

before the organization can see actual changes. However, wellness programs can
help the morale and the work climate fairly quickly. Perhaps the best comparisot is
how a school responds when it has a winning football or basketball teaiti. Morale is

high and people feel positively toward the whole schor'. Wellness programs can

make employees feel good about the district through intramural competitions, orga-

nized district-wide events, classes, and programs. Every employee in the district can

participate in something: Wellness programs try to attract employees wto are aware
that they should be exercising or dieting, giving up smoking; playing a sport, learn-
ing a new skill, or reducing their stress levels, by making such programs easily
accessible.

THE EAP AND THE ORGANIZATION

Schootl district EAPs will usually be part of the personnel department There
should be an administrator who is in charge, sets up the budget and coordinates the

organizational aspects of the program. If the district has a contract service with an
outside provider, this administrator can be the liaison with the prov:der If the EAP
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. is in-house, this administrator may do the assessment and referral to outside provid-
ers or there may be another person who does this. Being competent to do assessment
requires a knowledge of psychological problems, their symptoms and treatment;
counselmg skills; crisis intervention skills, and referral skills. The two national EAP
organizations (ALMACA and EASNA) are presently workmg on what skills are

needed to become an EAP administrator and/or counselor and on accreditation or

certification for each. Knowledge of psychology, counseling, organizational develop-

ment, managerral skllls and consultatron skills probably wrll all be mcluded

tional charts i order to ensure credibility and te guarantee the confidentiality aspects

of the program. Employees who rank higher than the EAP may hesitate to share
their personal problems and needs with anyone ranking below them. The more orga-
nizational support the EAP receives, the more effective the program will be in
reaching and helping employees.

Since every district employee is a potential client, the EAP cannot appear to favor
any one group or level of employees The various representative associations or
unions must give their support in order for the employees to want to use the EAP
services.

The location of the EAP office can impact on the employees’ perception of the

confidentiality of their problems as well as on the credibility of the program. If eii-
ployees have to walk through the administrative offices to see the EAP, there is ob-
viously no way to keep their visit confidential. If there is an outside entrance, or if
the office can be located away from the main offices, or if the EAP will meet
employees elsewhere, then (.onﬁdentrallty can be assured
helps to enhance the credibility of the program However, it should be clear that in-
appropriate or confidential information is not ever to be shared with that
administrator:

The philosophy behind an EAP assumes that an employee with personal probl;ms
that are affecting job performance is the ofie who needs help. However; it may be
that the district; the system, the job itself; or the supervisor is the one with a prob-

lem. The employee’s poor job performance may be a rcasonable response to a diffi-

cult situation or: the jOb For mstance a mamtenance worker or custodlan could be a

suimes that his/her personal problems are the reasons for the _]ob problems. How-
ever, on looking into the situation; the EAP discovers that the employee has been
assigned work for which he/she has received no training and is rot sure how to do
it. Because he/she is in trouble for being late; the employee is afraid to ask for train-
ing and help. The employee may also be physically unable to do the work, but again
may be afraid to say so for fear of being fired.

One of the most difficult areas to deal with here would be harassment. The super-
visor may not see his/her actions as harassment, but the employee feels humiliated,
discriminated against, or discounted. Again; the employee may be hesitant to file a
grievance or to tell anyone about the job problems.

In these situations, the EAP can try to change the organization, work with the
supervisors; help the employee to accept the situation, or implement any of a dozen
other options. No organization is perfect; least of all a school district; but changing a
system or the representative of the system may be difficult. An in-house EAP may
find organizational intervention easier than would a contract service EAP. The latter

may try to work with a supervisor but not with the system itself.

30 32



RECORD KEEPING

Federal and state laws, district p011c1es and personal preferences will determine
how arid where records and files are kept for employees who use the EAP. Most
EAPs will not have immunity in the courts, unless they are a licensed psychologlst
social worker; or psychiatrist. Since the policy statement should say that EAP infor-
mation, including records, carnot be used in grievances and cannot be seen by any-
one else, the information should be kept so it is useful to the EAP personne!. It can

be in narrative form; in a checklist with brief comments, or both: Since many of the

cases will consist of an initial diagnostic session or phone call, plus follow-up by
phone; the information noted can be brief. Employees’ records with job jeopardy

problems, substarice-abuse problems, severe emotional _psychiatric problems; or with

grievance situations will need more extensive notes and facts. The EAP should be

careful not to write inappropriate judgments or diagnosis in the notes, in the event

that they are subpoenaed by a court. Stating behavior only and focusing - 1 observ-

able facts are best.
All information should be kept in locked files. How to organize the records is de-
termined by how they will be used. There should be some way to determine quickly

if an employee has ever used the services. A card file with name, department or

school; and the date of referral may suffice. If statistics are kept on the demograph-

ics of who uses the program; for what purpose; and the outcome; a system needs to

be worked out to do this. It could be a check sheet or a computerized data system. If

there is more than one person in thc EAP, they should be able to understand each

other’s records. After working with several hundred employees; the EAP personrel
probably cannot remeriber the names and relevant data on each one. The simpler the
records and the data-keeping system, the more likely it is that the information will be
kept up-to-date:

LEGAL ISSUES

Although the goal of an EAP is to help employees to be the best workers poss1ble,

there are some legal concerns and issues that should be addressed. The program
must comply with local, state, and federal laws, and guidelines on confidentiality of

information. Usually child abuse and harm to self or others cannot be kept confiden-
tial. Therefore, guidelines must be worked out as to how these behaviors would be

handled and reported if they come tc the attention of the EAP personnel.

An employee may tell his/her therapist of illegal activity. Does the therapist have

to inform the EAP and/or the school district? Some behaviors may be against school

district policy but not against the law. For example, a maintenance worker could be

taking district equipment for personal use Informing his/her si-pervisors could mean

termination, but not informing them could appear to condone this practice by the
therapist, and even by the EAP.

The EAP personnel must have guidelines for these situations, and must have some
way to inform employees about information that cannot be kept confidential. If an
employee is reported and has to face investigation and even discipliné or termina-
tion, the EAP can offer support throughout the process. A child abuser does need

help and it is appropriate for the EAP to be there to support him/her:.

The use of illegal drugs can pose a special problem for an EAP. The use of such

drugs is no doubt against district unwritten, if not written, pollcy Districts 1 may even
do urine screenings for employees who operate equipment or drive district vehicles.
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Agam the EAP needs clear guidelines on how to handle a referred employee who is
using illegal drugs or abusing legal drugs such as alcohol, espec:ally if it is a self-
referral without a job performance problem. There may be some obligation to be
certaia that ihe employee does nothing that will harm anyone. For example, a bus
driver who smokes marijuana every day during lunch hour could have an accident
because of the use of an illegal drug: If this driver comes to the EAP for help to stop
this use; should the EAP be sure the driver does not go to work until he/she is off
the drug?

Whether the EAP is in-house who refers to commumty FESOUTCES; Or is a contract
service, the help provided is sanctioned by the district. What if the therapy is not ef-
fective in the opinion of the employee? What if the therapist suggests something
against the employee’s moral or ethical code? Can the district be held liable? What if

an employee is terminated; even though he/she followed- -through on everything the

EAP counselor and/or outside therapist suggested? What if ‘the therapy makes the

employee’s job performance worse, even ternporanly" What if the demards beiing
put on the employee are unreasonable in the opinion of the EAP and/or therapist?

There are no easy answers to all of these questions. In fact, more questions that
need answers may continually be raised: Although this can be frustrating, it means
the program is viable, active, alive, and involved: However the EAP cannot be ex-
pected to solve all personal and professional problems. It is only one tool; one pro-
cess among many available to employees.

To be sure that the EAP is riot misused by employees with problems, by supervi-
sors who refer troubled employees, or by the administration of the district, the EAP
policies must state the limits, guidelines, and procedures of the program. The
agreed-upon policies on confideitiality canniot be breached by anyone. If the policy
statement is clear about the purpose and processes of the EAP, then it will be clear
that it is there to help employees not to spy on them or to cause them additional
problems. Without such a policy statement, the EAP could be misused and become a

liability to the distsict and its employees.

SMALL DISTRICT EAPs

~ Small school districts may riot have the resources to establish an EAP easily.
However there are several possibilities that are cost effective: As prev:ously men-
tioned, one person counld be hired to administer a wellness program and an EAP.
The local mental health center may be willing to provide a contract at rediced raies.
A therapy group may be willing to give counseling at reduced rates in exchange for
having the district advertise its services. In these two arrangements, the employees
would call the mental health center or therapy group directly and the district weuld
pay them nothing. The employees’ health insurance would cover soitie or all of the
costs: A district could also set up a consortim with the city or county governments
and have an in-house or contract EAP that served all of their ‘employees. Several ad-
joining school districts could also join together in a similar arrangement. If the EAP
had an in-house counselor who offered three to five free sessions, the number of in-
surance claims may be reduced enough to miake it cost effective.

It is possible for a district to have the EAP administrator/counselor take on other
responsibilities; but they must not conflict with the EAP guidelines: The confidenti-
ality requirements of the EAP may make this difficult. Information learried as the
EAP cannot be used in personnel matters or in any other way without the employ-
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ee’s permission: As discussed in Chapter 2, a district could use a school psycholo-
gist or social worker for EAP counseling. It might be possible to have theri a iminis-
ter the EAP and perform u.e asscssmients and referrals. However, the problems of
confidentiality and conflict of interest are great. , - -

_ By looking creatively at the resources in the community and district as well as at
the needs of the district and its employees, the district officials can develop an effec-
tive EAP that will fit into the budget.

HIRING AN EAP COUNSELOR/
ADMINISTRATOR/COORDINATOR

There are no national or professional credentials, standards; or licensure for EAP

counselors, administrators, or coordinators. However, ALMACA (the Association

of Labor-Manageiiienit Administrators and Consultants on Alcoholism) is working on
a process for accreditation that should be in effect in 1987. Information on this pro-
cess is available through ALMACA and its newsletter. (See the Bibliography for the
address:)) o ,

An EAP should have cowipétericies in the business; clinical, and alcoholism/
substance-abuse fields. There is disagreement on what their training and expertise
should be (see 4 and 14): Each business; organization, or schcol district has to
decide what it wants its EAP to be and to accomplish, and then it should hire the
best person(s) available to accomiplish its goals. - -
_ For a school district, it is best that the EAP have some experience in education. If
th> program is an in-house one, the district could hire someone who is already in its
employ; perhaps a school counselor, psychologist, or social worker. He/She would
know the district, its needs, problen:s, and strengths. He/She may also be well-
known, and if his/her credibility is good, it will make it easier tc putlicize and mar-
ket the program. Employees will also feel more comfortable getting help from soriie-

one they know they can trust. However, if this present employee hLas had any
negative experiences with anyone in the district, it could be a problem. Employees
may question his/her neutrality and some of his/her personal and professional rela-
tionships could interfere with the effectiveness and credibility of the EAP.

If the district has a contract service, it would be good to have at least oné person
in the service with some experierice ini schools. Since many school psychologists;
social workers, and counselors do go into pr.vate practice, it may be possible to
have a contract service with a school background: One caution, however, is very ifi-
portant. It is best not to use any therapists who are cuirfently employed by the school
district: The potential conflict of interest and problems with confidentiality are too
great. This is true of both a contract service of individual and private therapists (see
Chapter 2).
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Chapter 5

EVALUATION METHODS

There are several methods by which an EAP can be evaluated. Noting data such

as sex; age, the number of years in the district, department, school, or specific job,
the EAP can see which district personnel are/zre not using the services. These data
can be compared to the data on all district perconnel to see if the program needs to
target certain groups more. Data can also be kept on the number of supervisors, self-
and peer referrals, the various types of problems given as the presenting problems;
whetheor the employee gets further help, what type of help that is, and which supervi-
sors refer employees or use the EAP as a consultant. All of these data can g:ve valu-
able !nformatlon to the EAP on how well the program is working in various areas
(2, 3, 9, 15; 18, 20).
Measuring the effectiveness of the EAP in a school district is very difficult. There
is no product whereby increased or decreased production can be measured. Salaries
u§uall5 are based on years of service and education; not on merit or commendations.
(Some classitied employees may receive merit raises:) Two measures oficn used in

private business are absenteeism and job performance evaluaticas. These can be
used for school district employees, but only with caution.

Job evaluations in personnel files may give useful information on an employee
who used the EAP services. However, they wnay not have been written at the right
times to assess differences before and after the refe: al "o the EAP. Since self-refer-
rals are confidential, the EAP cannot ask their supervisors to fill out special evalua-
tion forins. This could be done for supervisory referrais but may give the appearance
that supervisory referrals also mean Job performance cvaiuations for employee’s
with problems. Supervisors mxay not want the extra paperwoik and, therefore, may
not make the referral. o S o ) ]

‘Collecting absenteeism data may work, although most districts do nnt keep track
of specific reasons for their employees’ absence. Just knowing the number of days
absent for a spec1ﬁc period before and after the referral to the EAP may be some-
what helpful in finding out whether employees corrzct tiieir attendance problems.
However; there may be many other 12asons for reduction of absentee days and these
should be taken inito account.

Absenteemism and job performance evaluations probably work best in measuring
change for employees with severe problems such as substance abuse, alcoholism, or
psychological breakdowns: Most employees will probably not show a lot of change
in their behavior on the job, unless there are job jeopardy problems.

There are several methods used in private industry to show cost effectiveness of

EAPs (2; 10, 18). They involve céiculatmg the amount of money saved »y not hav-
ing to fire a troabled employee and not having to train a new eriployce, tiarough pro-
duction costs, wages, and other such quantitative measures. Sometimmes they iiiclude
lost supervisoty tirmie, insuranice and medical claim costs, and lost production.
School districts carnot use these formulas or measures easily: Schools do not pro-

duce a product that gives quantitative measures to shcw that employees are more or
less productive before and after an EAP referral. Few districts have a way to mea-

34

36



sure training costs, supervisory time costs, or medical insurance claims for individ-
ual employees. Therefore, proving that an EAP is cost effective is more difficult for
a school district thar for private industry. - o

_If a district does wart to show cost benefits of the EAP, it will be necessary to
keep data on insurance claims for psychiatric and mental health problems as well as

for physical r:roblems; on absenteeism; and perhaps on supervisory time spent on

problem employ zes including grievances; firing; and documentation of employee
problems. It will take at least five years to show trends or actual cost in a verifiable
way (16). L

Althoush it may be difficult to prove that an EAP can save money for the district,
it should be easy .0 show the savirig of human resources (7). Confidential survey
evaluations of all supervisors and cmployees who used the EAP services can validate

the strengths and point out the weakness of the program. A reduction of grievances,

firings, and terminations in departments cr schools who use the EAP may show the
effectiveness of the progra~. The testimiony of a supervisor who had an employee
with a severe problem or an emiployee in crisis Who used the EAP can show the ef-

fectiveness of the services gramatically. School districts want to help their students
reach their potential and become productive citizens; they owe the same to their
employees.
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Chapter 6
Suggested Steps to Develop and
Implement a School District EAP

I. Lay the groundwork.

A. Do a needs analysis and determirie whether empic;yeeé are interested in and

vrould use an EAP.

B. Talk to superintendent, scl.ool board, personnel director, and association/

union officers to see whether they would support an EAP.

C. The NEA recommznds that an EAP be the prodiict of collective bargaining.
~ Steps IT to V are ot separate and discrete from each other. Each influcnces and is
influenced by the others, and all may be in process at the same time.

II. W'ritc,ah outline of program g’oais, objectives, poﬁcy statements; structure, and
time lines.

III. Present outlines to superirtendent, school board, and any other appropriate dis-
trict officials to get their input and support.

IV. Present proposal to all employee association/unions and get their support and
ideas. (Continue to work with them: and school officials throughout the
process.)

V. Determine thie best model and establish processes to impiement it.

A. To deterrmne the best model

2 Assess co.umumty resources, mcludmg contract EAP services.
3 Asseés gdéis of EAP and iieédé 6f district employees.

1. Interv:ewigirgwders and as<ess ail contract proposals according to what

~ they will offer, at what cc st, as compareci to what the district wants.
2. Hire a contract service and monitor their services.

C. To implement an in-house EAP:
1. Interview and hire administrator* and/or counselor for prograr.i.
2. The EAP will obtain community resources, providers, set up. record-

keeping system, evaluation procedures, and publicity for the program.
VI Evaluate the EAP regularly.

A. The EAP should provide statistics as to who is utilizing the services.

B. The EAP can perform survey evaluations of referred employees and super-
visors to see how satisfied they are with the services.

*Note: The EAP administrator may be someone already in the district who just adds this program to
his/her duties.
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THE EMPLOYEE ASSISTANCE PROGRAM REFERRAL PROCESS
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INFORMATION ON THERAPIST

Interview Date

Name ———— Title Phone
Certification/Licersure
Address of Office(s) —-
Answering Service — - Receptionist Phoiie Tape
Consulting Psychiatrist/M.D. -
Training—Degrees —————
Universities e —————
Experience e ——— -
Spécializéd Training/Techniques
Typesof ~ DoesNot  Typesof ~ Doés Not
Problems/Clients Prefers Wark With Froblems/Clients Prefers Work With
Individual Male
Couple — Female
Family Short terin
Adult Long term
£lderly Alcohol
Adolescent (ages) Drug Abuse
Child (ages) Cocainie
Other =
Costs $ for ———— —— - minutes

Billing system ———-

Slldmg Scale PaymentPlans — — ———— - ———
Appointment Times ————————— - Evenings —____ Saturdays
Notes:
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SUPERVISOR EVALUATION

In order to ensure that the EAP provides the best service possible, I am asking su-
pervisors who have referred employees to the program to fill out an evaluation form.
You do not need to sign your name.
I appreciate your using the EAP services and look forward to receiving your
comments. -

Thank you

Please answer the following questions on a 1 to 5 scale. Please feel free to comment on any
items.
1 = poor 2 = fair 3 = average 4 = good 5 = excellent

[#8]
o
W

1. How helpful was the service you received from the EAP? 1 2
2. How 'was the follow-up given to you by the EAP administrator? 1 2 3 4 5§

3. Was the Program administrator

a. helpful? 1 2 3 4 5
b. readily available? 1 2 3 4 s
c. knowledgeable? 1 2 3 a4 s
d. willing to consult with you? 1 2 3 4 5
4. How would you 7ate the help that the referred employee(s) - S
received? 1 2 3 a4 5
5. Did the referred employee’s (s”) work performance improve? yes no
6. Would you refer othér ékﬁpldyeés to the EAP? yes no
7. Would you use this service yourself if you needed help? yes no

If no, please explain.

8. What suggestions do you have that would make the EAP better?

PLEASE RETURN THIS TO THE EAP AS SOON AS POSSIBLE.
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EMPLOYEE EVALUATION

everyone who has used the program to fill out an evaluation form: You do not need
to sign your name.
I .ap'pr'e'ciate your us’in'g the EAF services and look forward to 'r'eceiVi'n'g your
comments. -

Thank you

1. How did you learn about the EAP?
a: from your supervisor
———— b: from the brochure
- ——— c: from another employee
d. from The Good Life—the Wellness newsletter
. other; please explain _ —— - - —

2. Was the problem for which you wanted help
a. personal?
w——— b. job related?
c. other?

Please answer the following questions on a 1 to 5 scale with:
1 = poor 2 = fair 3 = average 4 = good 5 = excellent

3. Was the Program administrator
a. helpful?

N
(VYR

1
b. readily available? 1
c. knowledgeable? 1
d 1

. willing to work with you?

LI N -
W W

'y
M\

4. How would you rate the service you received? t 2 3

5. Ifyou asked for a referral for help, how good was the

6. How would you rate the EAP overall? 1 2 3 4 5

7. Was conﬁdéntiality maintained? yes no

Continued
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8. Woiild you use this service again if the need arose? yes no

9. Would you refer someone else to the EAP? yes no

10. Was the fbiiowiup by the EAP on your situation ade-
quate? yes no

11: What suggestions do you have that would make the EAP better?

PLEASE RETURN THIS TO THE EAP AS SOON AS POSSIBLE.




~ STAFF COUNSELING

Most human problems can be successfully treated, provided they are identified in the early
stage and referred to an appropriate type of care. The cause of these problems may stem
from substance abuse, emotional, or family concerns. The purpose of the Employee Assis-
tance Program (EAP) is to offer a method for identification and referral 5o that District em-
ployees and their families can take constructive action in dealing with personal problems.

General Guidelines
1. Program partrcxpatlon is voluntary and conﬁdcntlal Whether the employee enters the

and humane bas1s The employee may enter the program through self-reterral or super-
visory referral.

2. Employees who have a problem are encouraged to seek counseling and information on a
voluntary basis by contacting the designated EAP Coordinator.

3. No documentatmn regardlng the employee s paruc:pauon in the EAP program will be-
corne pan of the employee s personnel ﬁle and at 1o tlme shall the DlStnCt dnscnnunate

that employee partlclpatmg or not partlclpatlng in this program.

4. At employee request, Slck leave may be granted for treatment or rehabilitation on the
same basis as is granted for ordinary health problems.

5. If there are costs incurred as a result of a program referral that exceed those covered by
the employee s insurance benefits, these additional costs will be the responsxbxhty of the
empIOyee Upon the written request of an employee, to the EAP Coordinator, the School
District will assist in defraying a portion of the additional costs incurred for referral ser-

vices. The cost to the District will not exceed $120 per employee.

6. It shall bé within the,employee s discretion whether or not to comply with the referral or
whether or not to follow the recommendations of the diagnostician or counseling agent.

Supervisory Referrals

1. Employees are assured that if there is an lndlcatlon that personal problems may be the
cause of unsatisfactory job performance; the employee will réceive an offér of assistance
to help resolve such problems in an effective and confidential manner. In these cases, the
supervisor will discuss the problem prlvately with the employee

2. Supervzsors wil 1 not dzagnose personal problems or try to find causes. The employee will
bi- ~ferred through the EAP Coordinator to a quallﬁed source.

3. The EAP Coordlnator w1ll notlfy the supervtsor, in cases of superv1s0'y referral that the
referent dld/dld not need and/or accept referral to approprlate careglvmg agencles and

of the employee § reporting or nonreportlng to a care—glvlng agency

4. Job performance standards ‘are not belng changed The only change is the offer of a new
service designed to help get employees back to an acceptable standard, and thu: save val-
ued people and jobs.

lieprinte'd with permission of the Jefferson County Public échools, l.;alcewood, Colorado.

i
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_ STAFF CGUNSELING
(Employee Assistance Program)

The Jefferson County R-1 School District is aware that there are personal problems
which affect an employee’s job performance: With this understanding, the School
District recognizes that alcoholism,; substance abuse, emotional or other personal
concerns are progressive illnesses which can be treated as other health problems. By

establishing an Employee Assistanicé Program, the District is committed to providing
prompt, diversified; and corfidential assistance to troubled employees by referring
them to qualified treatment facilities to help resolve individual and/or family pioh-

lems that may be affecting job perforn: nce.

Reprinted with permission of the Jefferson County Public Schools, Lakewood, Colorado.
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